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TIPY V. For Irprovin~s Profeccionalisa . o (rick Fiw I

FORMAT: FEssay {
It is axjomatic that &4 quality all volbmteer Avpy mast

encist of troop wits cemaanrded and staffod e vf‘ic;v"
exeert in their busiress, Y.e,, professicnalg, ‘Hheis cuoay
inguires whether officers, during their nmid-caveer years,
spevl enouzh tine with troops to become fully qualificed,
The stirly samnle consists of a rroup of Infantry offjcer
ons tdered for prometion to colonel in 1971, Avalysis cof

s

their last fowbteen aus igpments showe, on the pverage;
thoy spent 25% of the tine with troops in aszsisnments last-
ing 10,5 months cach. This is not considerned pnoughs
\lthoush the OfCicer Dersonncl lanarcoment System seoks
improved officer profesgéional tem Clirough Wwore | coneentrated
1ssignment patterrs, its relatively lonr ranse measnres

fail to provide the bLimediate iroact needed digsine thic
vear's drive to achiove 1 21l volumteer Arnyv, It {5 cone
elwied that redified acsicnment nolijcy ic the ey to rapid
amelioration of professionalicn problems, ha recommendation
is made to chanpe asciprment stabilizaticon pelicy no,, to
~jve hirhest priority to troon dutyv,
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e o s Ve have relearned two lessOns grom
our Vietnam evperience, ‘e have leyeped
arain that discipline, morale, 2nd ., ir
esprit deterforate in a system whiep pere-
mits eonstant retation of ners nnnel’ and
that the professional officer or !'Ce is
m— -
a product of a lifetime of study ang
e i - T T—
experience,

fhese are the vords of still another Army Off jer Vripino On
Arny problems in the aftermath of the Vietidm yare Durin® ap
unparalleled wave cf introspection the Army Naea heenh | for tha
past few vears, tryine to rebuild its essence e wel) as it
imice. For rebuild it must, in order to nttry e an? perain hion
qurlity vouth, The wurrency of che requiremeny s €MphasiZzed py
the President's objective to achicve 211 vOoluy ppaer miyjrary
forces by July 1973, This ecsay, like other r..ent studics,
attempte to evplain one of the caunses of the qqeline of Army
professionalism; it recommends a relatively Quick Cmedy a5 well,
The task of fmprovine the Army clearly hag reSOlyed itseilr
into one of improvine professionalism, Initiajg)y there was a
ood bit of emphasis {perhaps over n'"phnn!55 om T reeoring the
asrects of Army life that irritate soldjerss ppusy after the

odern Voluntcer Army Prosram (IVA) was launcheq in 1970, Many

D e S e

L yonn D, Bruen, LTC, '"Repercussions from gpe Vietnam Mobhyyg-

ration Decision," Parameters, (SprinceSummer 1g72)y D, 3F.




neonle thoucht of it as being synonvmons with GO GO Sirls, beer
in the barracks, cessation of Reveille, and a smooth man telling
a TV awdience "The Army Wants to Join You," Rut, from its incep-
tion, the mrin thraust of MVA was on fuproving professionalijem,

The objective of this Army Prosram is to

cvpedite the development of a capably led,

highly conpetent fishting force which

attracts motivated, qualified volunteers,’

Two categories of action Were specified to generate improvement:

Ae. Strengthening Professionalism--To Build
Positive Incentives to Service

Be Improving Army lLifee-To Reduce the Sources
of Dissatisfaction

Actions in the firsteeand crucial-.category
are directed toward jmproving professional
competence and building among Army men and
women of all ranks a strong sense of accome
nlishment and achievement in performing an
important job vell, These are the real
attractions of soldijering, and the source

of motivation and pride which sustain a fine

Army,
Peports of analvsis of MVA actions consistently peint up the
overriding importance of professionalisms In a study contracted
by the Army, the Systems Development Corporation states, "Actions

in the Professjonalism class are generally hicher in retention

impact than those in the Army life class."A Elsewhere in the

2y Department of the Army, Deputy Chicf of Staff for Pera
sonnely, The Modern Voluntcer Armv - A hrogram for Professionals
(1071%’ Pe 158
Ibidsy pe 5.
System Development Corporation, Analysis of MVA/VCIAR
Actions lmpact on Soldiers' Attitudes Toward the Armv and on
Petention (15 September 1972), p. 1-23,

"
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report, the recomrendation is made that:
Cverall emphasis should be placed upon actions

that support professionalism; emphasis in the
Army Life area cheuld in most areas be placed !

upon implementing no or low cost actions,?
Since it is assuned Army professionalism depends on leaders,
it follows that strensthenine the professionalism of the officer
|
corps should be a high priority task, Former Chief of Staff,
Gencral William €, Westmoreland, accorded it just such priority,
In a significant initiative, he inaugirated the new Cfficer
Personnel Management Svstem (OPMS) which is designed to "“decrease ]
tticket punching® by providing multiple pathways to success,"®
This new system prev, at least in part, out of the realization
that officers vere jumping around £rom job to job hurriedly
trying to learn everything, Irn 1969 Colonel Walt Ulmer sumnied |
it up in a ecencralizationespecialization study: '
The present officer assignment policies, ’
vhich have the appealing attribute of great !
reliance on individual initiative and erecation
of the generalist, also contribute to frequent
changes of duty o « « The current system does
not adequately inswre that the officer skills

which arc essential to perform the dayetoeday
tasks are 1vai1ablo.7

5.

Svsten Development Corporation, p, 1=26, I
IS Department of the Armyv, Department of the Armve bessace
2408007 Apr 72: The Cfficer Personncl Manacement Svstem (April ‘
1072), n. 1. (hercafter referred tn as "“CPMS Messapo'). ‘
Walter F, mer, Jr,, ITC, Concepts of GCeneralization and f

Specialization in Ufficer Carecr Management Thesis (Carlisle
Rarracls, 3 Yarch 10A9), np, SE.59,
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By adoptinge Ct Army personncel manacevrs admitterd past emphasls
on ceneralization was overdone; that officers 4id not spend
lone enoush in any one job' to hecone fully qualified, Sadly,
the inbs where this lack of professionalism had the most
damarine fmpact were thoce with troons,

The MVA Program recoonized part of this problem by estabe.
lishinms o subeohijcctive of "increasine the stability of command
assienments, " It was stated that, Yto exercise effective
leadership, commanders muct attain a thorouch familiarity with
their jobs and their men."? Action was taken early to accons
nlish this particnlar stabilization objective, In Cectober 1970.
bricade and bLattalion commanders were ordered stabilized for
18 months minimuny and in !arch 1971, company cormmanders for
12 months, 10

Any policy designed to keep comnanders in place longer
ranks close behind motherhood in ceneral popularity, But what
about other officers servins with troonps? Are the commanders
the only ones who need to he stabilized? What about the XU's,
staff{ officers,; and platoon leadecrs? And wvhat about tlic expere
fence of theee bricade and battalion commanders we are locking
in for 18 months or morec, lave they had a hacksround of troop

duty during their development years adequate to prepare them for

BThe Modern Volimteer Arnv, p, 23,
TIbide, pe 254
Interview with R, Salvador, 1LTC, Cffice of the Deputy Chiecf

of Staff for Personncl, US Army, Washington, 27 September 1972,

4




thelr 3ob? In othes vords, are Army officcrs sotting enongh

troop Auty? To answer the auection vaaunires analysis of the !
careers of a sample ~rovn to detersine If officere cpend enonch !
time with tyraope priov o and while commandine ¢n attain a
. -

thoro Hiarity vith their iohs and the ir men,

HRLNSK Y Vi BT Em, T D, v’

or the purpose of this analycis, trocp duoty js defined

a5 ary asslignuent at divigsien or cemparable level and bholow,
The eamnple selected for evaminotion is part of the vroup cona
cldeved for promotion to Colonel hy the 1971 Pro-etior }‘n;.rr!.“
Sample size wac Yimited by censidering only the careers of
Infantry nfficere, The componente of the samnle are identified

on machine prints in Anrex A oz (olleva:

ccondnry Zone Selects Cp 5 Nos, 1=15
Primary dcne dalects Gp 1 hes, 1-110
- 9
Primary Zope Hon-selects op 2 tog, 12267 1

Inforrat ion was obtained froam the Cfficers Mastor File (OWVF)
includine assirnment Fistory (PAC coPrevions Assionment Arca)

covering the 14 most recent assignments, The data elewent PAC

disnlovs r"vt'l‘c’ total months Q(r\‘ri‘(.’ orcanizoti . locat io;

[
BB B B g o W e

Ny

Departwent of the Army, Circelar o, 624-153: Promotions. ‘
Recommended 1ists for Temperary Promctions to Colorel, Army,
Chaplain, Women's Arny Corps, and Army dMedical Department
( DOYQWHcr 1071),

U5 Depertment of the Army, Depwty Chlel of Stalf for
Persennel, Sclectien Board Actiors Revort: DCSPER 34 (1 Septembor
1971).

]

|
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and job doscription.l3

To protect the identity of members of
the sample, the OMF wan queried throuch the Inquiry Report
Cenerator System (IRGS) using Social Security ilunbers rather

than qamoe.la

Assionment data were compiled by annotatine

troop assirnments on the machine print then addine and comparing
the mmber of assiznments with troops, total monthe with troops,
and total months service of ecach officer, In some instances
data did net print properly or was obviously garbled, As a
result, the srouns are only approximately 907 complete as
reported in the DCSPER 34,

The results of (he analysis follow:

Averare troop dutv comparcd to total months

Seecondary Zone Scleets 30 of 128 - 30%
Primary Jone Selccte 42 of 140 o 307
Primary Zone i‘oneS5eclects 30 of 173 - 177

Cverall 37 of 147 - 25%

The assigmment history of the =sample spans, on the average,

the 10th to 2lst years of service when the officers served as
captain, major, and lieutenant colenel, We can see that during
thic midecareer period Infantry officers are servins ahout micae
fourth of the time with troops., The best of the aroup, those
selected for promot on to colonel, served just 307 of the time

vith soldiers, That rloes not seem long enouch even to stay

13,

S Department of the Army, US Army Personnel Information
Systens Command, Users Information !lanual -« CHF (1 August 1970),

lays Department of the Army, US Army Pereonne } Information
Systems Command, IRGS Users Manuval (17 lovember 1071),
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current on the jargon of youmg soldierse, lot alome tactics,
weanons, commmications, maintepance, administration, et al,

fo determine duration ov stahility of troop assionvents,
the total of troop duty months of each aroun was divided by
the total nvmber of separate troop assisnments,

Averase duration of troop dutv assienments

Secondary Zone Selrcts 09,5 months
Primary Zorne Selects 11. wnonths
Primary “one lonaselects 11, months

(nverall 10,5 months

This illustrates that, on the averarc, Infantry officers stay
in one troop job less than the time required to complete one
annual division trainin»s cycle, In this environment, for
example, a major can be assirned as S-3 when his mechanizod
Infartry battalion is encaced in squad level trainine, e
remains with the battalion throush succesaive stages of traina
ine: then when the unit moves out for its final combined arms
test, he moves out to Corps lleadquarters, DA, graduate school,
cr what have you,

The five cexamples frow Croup 1 on Page 8 show how troon
assignmrent time compares, typically, with other types of

duty., In additjon te showing relatively short, infrequent tours

with troops, thesec examples illustrate another aspect of the
probler=clack of continuity of troop experience, (nly one of the
five officers had trocop experience within four vears of assumption
of bhattalion command: none of them had recent evperience below

divicion level,




Officer Duration
0, _ Year Jot (Lonths ) ‘
50 1055 Co €O IS - 5
1956 Heer, Off US 3
1056 Afde s 25
105¢ Instr JUTC US 8
1959 Co CU Us 15
1960 LOTC 52
1964 Advisor MACV 28
1967 Bn CO Cerman® 24
51 1956 ROTC 41
1059 Instr Benning 61
1064 Rde S=3 Cermany 22
1966 Armor Ctr Enox 16
1067 Div Hg Vietnan 4
1968 Bn CO Vietnam 10
1969 DA 36
94 1956 Ajde USHA 35
1959 Staff Henning 38
1962 Instr USMA 61
1067 g USARV 5
1068 Bn CO VYietnam 7
106¢ D 17 |
1070 Fac AVC 2
105 1961 Co CCQ  Cermany 12
19¢€2 Cp Adi Cermany ]
1663 Gp Asst XO  Germany 13
1064 CONARC Hq 23
1966 Advisor [ACV 14
1967 OPU 34
1970 in CO Horea 6
1971 Div G=l Kowea _ _____ &
107 1054 Co X0 US 15
1955 Bn 5.2 % 12
1656 Instr Benning 31
1059 RUTC 66
1964 Advisor MACV 19
1966 DA 37
1970 Bn CC US 9
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CARAER MANAGEMENT

To mndercstand why these Infantry officers spent so little
time with troops, we must rcview the policies which anided
their career planning, The assienment historv of the aroup
spans the Internediate Professional Develonment Period (0-15
vears) and part of the Advanced Contribution and Development
Period (16-23 yoar“) as described in Department of the Army
carcer plannine ~uidances According to this cuidance, Infantry
career objectives include troop staff€ ard command duty at
battalion, hrimade, and division level, MHowever, the follove
ing additional obiectives nre also tisted:

Service school instructor duty
Civitian component duty
Duty with MAACS and lMissions
trtendance at SSC, CAGSC o1 AFSC for
selected officers
That is a tall order, Colopel Ulmer points out that even
if an officer moves ecvery 17 monthe he cannot achieve all the

objectives listod.16

In addition, during this period many
of ficers study to complete advanced degrees and serve in DA
and higher level staff positions, Since all of the above
assirmnentse-eexcept troon duty--usually involve stabilized

o

tours of one to three years, it should not be surprising to

15U° Denartrent of the Army, Department of the Arrv Pama
phlet "o, 600.3: Carcer Plannine for Army Commissioned Off icers
(1 August 1070), p, 7-2¢,
ilwmar, p. 316

it X

-t




discover troop duty being short-changed, In fact, one section
of DA Pamphlet 600.3 scems to discourage troop duty with the
words ¢

The frequency cf recurrent assipnment to

troop duty varies depending on individual

branch requirements and ordinarilv will

decrease with lengzth of service,!
Therefore, it appears the Army places the impertance of troc
duty during mid-carecr behind duty with hizh level staff, "AAfs.
Missions, Service schools, and Civilian componente,

There arc outside pressumres ¢n reduce cven further the

amount of time avajlable for service with troopse-«in the name
of improving professjonalism, For example, writing on Army

professionalism in Forelen Affairs, Rebert Cinsburgh would

develop greater all-arownd military esvpertise Ly increasin
mobility among the services, He advocates development of
expertice which transcends that of the individual sorv!cﬂ.lh

In hig book, The Prafessional Soldier, Morris Janowitr pnints

ont the persistent progencity of hicgh ranking military leaders
for ceaff work, ! This te not surpris ings e ig paturall fon
amhitious officers o move towarrd possible hencfactorccathe
generals, Hov else can one he near a general if not Ly rerving

on his staff? And fer will fault an officer for carefully

17pa Pamphlet 600-3, p,2-2,
180 nhert 1, Ginshureh, "The Challence to '111irary brofese
sionalism," Fareien Affairs, (Jannary 1064), p, 235,
Morris Janowitz, The Professional Soldier (1060), p, 144,

10




mananing his owm career in Shie oy I facts i ¢ Depavoaeng

. v

 Defense "Pihle! veo reoad:

It b5 the inhes=emk ={she of every officer

"oy reen * 2] C IR R, s LYo

|]’ fw?-tl ey hie etoe e '«’ 2 6 v cr

e i the gehicleous XY X

pEharfty wi1) fnges ol swe v vor i,

‘N act h!, >y ey [ FL S " -

lo~teal ecuh, ) ¢ (R ! Al pvr - - '3
~e e} {miat »»v-_v-lpy,’ feove V14 ¢ ,.,v-lo-"’ (RS R TR L A
oOneras §an N e maline 2la) y 24 {retaltatinn mon -
&% iints leve]l amd Selaws Y¢ ot hawd tn i 1 "
nfflecr neaflieqahlv cnandin AABRYI TS Insen iy TAYARRLEAY K '
W Fhace Vavalg, taff ang Ve Ay e RLATIET AL N VAL PAOTTO0 B
e eyt et camnlev, - i» 1y b ~ ] s QN 1l cott in
productive worll rot nf soldier e juet aheut ¢ hardeet '
coine 1d =cqulires 1ot of n=actice, Yonnd 1 )me et 1t
hiis survey of Army WHav Collc studente in 1080, that pearly 7(
of the resnondents helicve “he tvmical effierr chould en? av
least 24236 menths with troo o[ jor and llcutenant

colonel in order to pain minieu proficier~cyy nearly ene-.quartes

?
bellieve that more rthan 38 ponths is require 1

O Mt > A =

2
M Jepartrment of Defense, Cffice of Arwed Forces Inforr-

atton and Education, Departuent of Defense Pamshlet No. 1-20;
The Armed Forces Cfficer (29 December 106C), p. 36,
7""(‘?, Tk 1,




!t QeI MNATY TY( -t Lol nf t“‘,ﬂ “:'rn‘_*l(ﬂ“‘ bn‘: f‘q'_ ton nany

are getting themselv faned To pore treop duty, This |}
‘erstantable, 1+ hor [ fou! Wenden vty Cavpre ¢ jrtene
“§n 5 Yasoe- o } " no 1,V was P e
[ Y - " (e ] ¢ 00 [ - t Aivicslicer ne Ve ) .
riey i L] [ ] - - - P pn o le . *5n 1 Agprao
) » [} 1 Clee . D
fr Stnelf, ing? LK ' LEL Spnpaengay, ¢
[ [P ' ey Pt X (] L % renet | [ Yoane §r
et vt vore! o )r ¥ sMIEY oY P~ fcere , ". :r
nor net ceesn to addy ny of th teitules and roals of the
troons,
It 1s doubyful whether an wrovide early Imorovement
g\ R
of troonp wnit leadership and manarement, CP'S calls for

Yinereas (Inc) professional coipetence of the officer corps

throuzh rreater repard for concentrated assionment patterns 3

and 1t je theoretically possible to establish troop duty as

3y

carveer {ield for officers, But It may well prove Impractical,

Plain inertia will ma%e it difficult te chance officer carcer

patterns., Surely it is nalve to expect abrupt chanre to policies

which call for a future colonel or rceneral to have varied exper-

fence outside of *roop duty, The officers responsible for policy

22 s
CPMS Messape, p. 1,

23Uﬂd.
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desisn &, at leact to some decrec, on the basis of thejr own

exneriencreet™ich b heen varied, However, h:- rh:\n‘« nee
stabhfliration nnlicies, mavhe we can have our cake and ecat it
G P -
toon,
11T A
~~'~.‘-'....

Ae . !.l ,“tt!' « " ‘! [ ] (3= . . (2
fdes » (3 IREEN ’ -y ] rweg Yoy v (8 fth foproed
e, e VYortain of v vy Yate ]!m‘ n? heioadn com=mandes {c

move vell tevlated ta frnrave neafersionalies, It io vell
kneren that ne change ofton ham comnany or battalion
vicht ont of shape-eccven when there is no diminution in ability

of the new leader,

Nowever, hending oscurs also after novement of other officers
with trooeps, Rapid turnover in a Bricade S.73 section has a
disruptive effect on four to six bhattalions, Frequent change of
officer supervisors in the Division AG section has the same
impact on the whole division, Does anyene knew a 1971 Infantry
colonel or licutenant colonecl (P) who served as a division,
bricade, or bhattalion staff officer throuch two consecutive
training cvcles? They are very scarce, It does not take much {

fmagination to visualize the improvement in unit proficiency

(and morale, and esprit) resultine if gli the officers in

divisions were held in their jobs for two years,

13
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Except for the commanders mentioned carlier, Army policy
on offfcer stabilization does not extend to troop mits, One
reculation reads:

tabilization of percennel s necessary
for certain ' its, ercliez, and activitie

vhen noreal tow: Jon the dao nat oY 6.
vide egeential crutinuive, er eve

wy § ¢ #qe re the hickens lavel nf th
OVET NN ! the ; ¢ neg t the Spes

§e e tno the nuohl fe,
ALl o the fo)lorin ~f{(icer tonement vwre stabitlired Tor
36 monthe
Céfices of the Joint Chiefs of Staff
Cembined, Joint, Unified, or Allied llecad.
quarters and Task Forces
Cffices of the Army Staff
Stalf .nd Faculty of Service Schnols (field
~rade)
Headquarters of: AMC, CDC, INTC, STRATC!
‘TMTS , ASA, gghAPP, ARADCUM, CONUS
Armies, ote,”
Why shiould stabijlization at schools, MAAGMissions, and high
level staffs have higher priority than troop dutv? If we
stabilized officers only at places where disciplive, drucs, race,
morale, and readinecs problems are most prevalent, it is not
likely West Point, Fort Penning, Addis Abbaba, and the Pentacon
would sank very hish on the priority list,

Of course, it is comforting to have rcood officers locled in
’

for extended periods as the Assistant to the Deputy Assistant

2Al§ Department of the Army, Armv Bepulations o, 614-5:

Assignments, Details, and Transfers - Stabilization (21 Aucust
1060) Pe 11,
zslt)id., De 4\-1.

14
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in (5D, Assistant Professor of Vathematles at liest Point, or
Aithere Instructor in charce of Arev Croun In the Petvyoerade
at leavenvorth, ¢ Ve fnce! ovrouetves §t | ¢ theee
nlace ere Arey prest) 11 be . verely tertcd,
" v $e int L * i e ang ty¢
] 9 o » §s ") e ¥ r - [ ] re, 1
cmder s fcer ¢ ey ' hoenlasy serv fvity
T etar q res o] neral U X Peart a0 on i o®hey
I=} level staffs: and advisin ored ie re not dut fes
gverridine inportance richt now, ovever, It ig mest {mportant
that we start doiln hetter fob of leadine ond manacine our own
soldiers, There { single statistic vhich, perhaps better than
any other, tells h orry a4 job we are doing in thise-the Aviny

first term reenlistment rate, As of May 1972, we are only
retaining 9,4% of those elicible to reenlist, This is dorm fro=
18,5% in 1971 and 2 In 196‘,76 urely Army vetention would h
better than that if soldiers perceived for themselves catisfyine
service in professional orsanizations staffed by offiecers who
tnow, as & direct result of vears of experience, cxactly vhat
they are doing!

would {t not be feasible to steal time from assicnments
now ctabilized in order to provide officers more time for troop

duty? Iet us hypothesize using the five officers previously

A
g US Department of the Army, Deputy Chiefl of Staff for Pore

sonnel, Strencth of the Armv: DCSPER 46, (U) Part IT, Gains and
losses to the Active Army (31 tay 1972), p. 29
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Altbhous!y *he comclurion 2nd recoarsendation which follow
are bhased em the analveis of careers of Infantry efljcers, it
fe carsidered thoy nle tn nfficers of the other comhit and
svpnart arms, ae wvell,

Avav srafeseiomalise can be {mnroverd §o mean fneful vay
o ly be Improvine troon imit professionalism, Troop imit pro-
essionalisw depends on the professionald cf thelr officey
sunervisors, Thesc of{icer supervisor: not becore fully
compotent in troon jobs by spendins only onecefourth to once
third of their midecareer secrvice with troopce-cgpecinlly
vhen averacing less than one year per joby,

The OPMS, desipgned to improve offiecer profescionalism,
romises rreater regard for concentrated assignment petterns,
It lacks eneelificity reparding troop assienments, however, and
continues to stress officer carcer development for the sale of
of ficers rather than for the cole of soldlers angd the Arvprve, Ir
any case, the (PUS 'wlll require sradual chance spannine
several vears ., . ' and, thevefore, offers ro irmediate
solution ta Che probhlem of improving Amey rrcft"rionf1i"w.‘7

(n the othzr hand, by modifvins stabilization pollcies

now for officers in troop duty, lmmediate iwprovement of
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M1y Ehroeh assismvment policics that provide for reo

nweated tvoor teoure nf ejenificant duration, will the Armyvy

‘
prena:e cacdre of neofessic 11 et et Ficore, Morr.
cver, such rssignment policiers constitute ocur hect tocle for

hrilding a PREMTIUN QUAL ITY All Velwrteer Army, In cuch an
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